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Abstract 
 
In recent years, there has been a keen focus on workforce planning issues in the 
information professions, with a range of studies scrutinising future staffing needs. 
Research into the demographics of the workforce in a number of countries has 
highlighted the need for managers to look beyond just the quantitative perspective of 
staffing, to consider more qualitatively the current and emerging skills required by 
information professionals to design and deliver contemporary library services.  In the 
context of academic libraries specifically, the convergence of digital information 
resources with new learning environments presents both challenges and opportunities.   
 
Responding to the findings from a research study of the libraries in the Australian 
Technology Network (ATN) and informed by the neXus review of the Australian LIS 
workforce, Queensland University of Technology (QUT) Library has undertaken a 
significant strategic initiative to identify the optimal workforce profile for the next 
three to five years.  In contrast to the commonly used metrics-based approaches to 
workforce planning, the QUT Library Workforce Planning Model has recognised the 
context and culture of the organisation as key drivers in determining the workforce 
plan.  
 
This model for the workforce planning process, which was developed in-house in 
response to the changing nature of the Library’s core business, is based on rigorous 
environmental scanning of the institution, the profession and the sector to identify 
trends that will impact on future staffing requirements and by extension, the 
anticipated skill set. Change management, a critical factor for the successful 
implementation of a workforce plan, is built into the methodology. Further value of 
the model lies in its scalability, so that it can be applied at departmental or wider 
level. The proposed paper reviews and discusses the model which is now under 
consideration for adoption University-wide at QUT.  
  
 
 
Introduction  
 
Over the past few years, interest in the issues associated with workforce planning in 
the library and information services (LIS) sector has been growing.  In Canada, a 
national research project culminated with the published report, Future of human 
resources in Canadian libraries1. The project, referred to as the ‘8Rs project’, was 
funded collaboratively by the Canadian Library Association (CLA), regional library 
associations and a number of key employers across the library, museum and archives 
sector.  In the United Kingdom, the primary focus had been on the public library 
sector, with the Recruit, retain and lead project2 feeding into a further study, Learning 
for change: Workforce development strategy3.  In the United States, the Institute for 
Museum and Library Science (IMLS) has also supported a major research study into 
The future of librarians in the workforce4.  
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These studies focused on common concerns about the ageing and the inevitable 
retirement of senior LIS professionals; low unemployment levels, meaning a 
dwindling pool of applicants to recruit from; flattening or even declining numbers of 
LIS graduates; the increased competition from other career sectors; less than 
competitive salaries; and the lingering negative image of the profession. The 
Canadian study distilled these issues in to eight key elements or the 8Rs: Recruitment, 
Retention, Retirement, Remuneration, Rejuvenation, Restructuring, Repatriation and 
Re-accreditation1.  These elements focused in turn on the pressure to ensure that there 
would a sufficient number of adequately trained and experienced staff to support the 
LIS sector, with an associated critical need to rejuvenate mid-level staff who, due to 
downsizing and hierarchical flattening of the organisational structures in the library 
workplace, had not had the opportunity to develop the necessary managerial or 
leadership skills. Fundamental to the whole debate has been the need to identify the 
required knowledge, skills and attributes of both current and future staff. 
 
In Australia, the University of Melbourne was the first organisation to explore the 
issue of workforce planning in Australian academic libraries, highlighting the lack of 
long term planning for the future of the workforce5. The Libraries of the Australian 
Technology Network (LATN) (ATN being the consortium of ‘technology 
universities’ in Australia) engaged Canadian consultant Vicki Whitmell to work with 
the individual institutions and the group as a whole “to identify overall issues and 
concerns relating to succession planning and workforce planning among the ATN 
libraries”6. Individual ATN libraries, including Queensland University of Technology 
(QUT) Library, have subsequently been progressing the work stimulated by 
Whitmell7, while other related consortia, such as the Queensland University Libraries 
Office of Cooperation (QULOC) have also exploring the impact of the issues on their 
members. In the public library arena, the State Library of Victoria has examined some 
of the key factors impacting on library staffing as part of their Workforce 
sustainability and leadership project8 to inform workforce strategies that seek to 
support the ongoing development of the Victorian public library network. Other State 
libraries, major public libraries and university libraries are debating the issues and 
drafting preliminary workforce development plans.  In terms of planning for the 
future, the LIS sector has also seen a national study to examine the key issues that 
represent the nexus, ie the links, connections, or the series of connections, between 
education, curriculum, recruitment, retention, training and development that can 
potentially sustain and develop the LIS workforce in Australia9 10.   
 
In the world of libraries, the value of the collections that are developed and the 
services that are delivered are underpinned by the principle that customers and clients 
have access to ‘the right information, in the right format, at the right time’.  The key 
principle of workforce planning strives to ensure that an organisation has ‘the right 
number of people, with the right skills, experiences and competencies, in the right 
jobs, at the right time’.  The dynamic context of libraries in the 21st century demands a 
proactive approach to workforce planning to ensure that library staffing adapts to and 
is prepared for ongoing technological change. 
 
It can be argued that libraries have a strong record of not only adapting to, but 
actively embracing change, and in particular, new and emerging technologies. The 
considerable body of literature about changing roles in libraries presents clear 
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evidence that the LIS profession is constantly reviewing not only the overarching role 
it plays in terms of service delivery, but also the roles of specific job families within 
an institution.   The present paper examines the changing environment of academic 
libraries in Australia, with a specific focus on workforce planning initiatives at 
Queensland University of Technology (QUT). 
 
Change as a driver for workforce planning 
 
While some commentators have suggested that the employment brakes might be 
applied in 2009, given the global economic crisis which has not only forced library 
managers to review – and potentially reduce – their staffing levels, but which has also 
led to a return to stronger numbers of job applicants, it has become evident that 
ongoing changes within the library environment will remain significant drivers for 
workforce development.  It is acknowledged that the financial consequences of stable 
or even shrinking budgets will limit the potential for library managers to create 
additional positions or to buy in the new skills that are required. Inevitably, most 
library managers will need to focus on developing effective workforce strategies to 
redeploy their existing resources in order to create new positions.   
 
Within the academic library sector, discussions on staffing have ranged from the 
micro level, to consider, for example, the new directions that are emerging for specific 
traditional library roles such as the challenges facing subject librarians11 12 13, to the 
macro level, with calls for the development of fundamentally different approaches to 
staffing within academic libraries14 15 16 17 18 19.    
 
The dynamic environment of university libraries can be seen in the changes to core 
business activity.  Within the context of QUT Library, these changes have been 
grouped into three main categories according to the extent and nature of the impact on 
library business activity:  Changes in our traditional business can be referred to as 
changes to ‘old business’; Service convergence allows us to consider ‘our business’; 
Opportunities to undertake new roles in as yet unclaimed territory might be viewed as 
‘no-one’s business’. 
 
Old business: Changes in our traditional business  
Cardina and Wicks13 provide a comprehensive review of the changes in library work 
since the 1980s. While technological developments feature as a key change agent in 
libraries, there has also been a growing emphasis on the educative roles of libraries.  
 
The shifts from print to electronic resources, with a variety of media formats, as well 
as the new approaches to information retrieval, have forced considerable change on 
libraries. Libraries have had to recruit and develop staff with entirely new skill sets to 
meet the needs of the shifts in access to electronic resources. Today, library staff are 
expected to be able to understand and manage licence agreements, and to develop 
and manage the electronic interfaces to the new resources.  
 
The uptake of electronic books is a continuation of this trend. eBooks have been 
relatively slow to establish the market maturity of eJournals, but new directions are 
evident with eBook subscriptions now set to make a significant impact on university 
libraries. With fixed or declining library budgets, the advantages of eBooks with their 
high level of acceptance by users, especially for undergraduate use, will result in a 
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greater proportion of resources being purchased as eBooks, at the expense of 
hardcopy books. This shift to eBooks will eventually have further impact on the 
staffing profile of libraries which had already occurred with the move to eJournals.  It 
is anticipated that fewer lower level staff will be required to buy, process and manage 
the circulation of the diminishing number of physical items. 
 
At QUT, eBook acquisitions accounted for 20% of the monograph budget in 2008, 
therefore reducing the number of physical books acquired. The immediate impact on 
the staff profile was a reduction in number of lower level staff hours required for 
purchasing and processing hardcopy books and an increase in hours at more senior 
staffing levels required to evaluate eBook models, monitor use and access issues and 
troubleshoot problems.  
 
Our business:  Service convergence 
In the last ten years, universities have been undertaking service convergence in 
academic support areas.  The goal of improved customer service, through a one-stop-
shop approach, has usually been the rationale for converged services, but cost saving 
factors may also be a strong reason for bringing services together.  
 
The most common example is seen with the merging of library services and 
computing services, often delivered to students through converged over-the-counter 
services. More recently in Australia, there are examples of convergence between 
libraries, eLearning and learning support areas. Models of convergence see library 
staff teaming up with professional staff from non-library areas to offer a new range of 
services. In some cases these new services are collocated, with library service points 
positioned adjacent to other service providers.  In other models, the library desk offers 
a wide range of services, including library services, learning guidance and IT support. 
The new skill sets required by library staff will therefore vary according to the degree 
of service convergence.   
 
No one’s business:  Opportunities to undertake new roles 
Completely new roles emerge for library staff when a need develops for innovative 
work to be performed, but which does not fit neatly into any one existing job family.  
This has been been referred to as being ‘no-one’s business’.  A recent example for 
university libraries is the emerging role for librarians to support researchers engaged 
in eResearch. eResearch is defined as “collaborative and interactive research made 
possible by the Internet and data and computational grids … it is a paradigm shift that 
is changing the way that research is conducted and organised in many academic 
disciplines and research institutions”20  
 
University libraries are well placed to engage with others to provide leadership to 
their universities in the eResearch arena by undertaking roles as publishers through 
open access, copyright and intellectual property (IP) experts, metadata advisors and 
trainers in research skills and information and data management17.  Since this early 
call, several university libraries in Australia have begun to develop new services and 
collaborations to support eResearchers. Some examples of early players in this area 
include Monash University, Swinburne University and QUT.  
 
This new work represents considerable change for university libraries. Henty16 argues 
that “It will require the use of additional skills, changed organisational structures, a 
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different set of partners and engagement in new collaborations”.  Applebee and 
Bannon20 state that eResearch support is not a “one-size fits all – it is discipline and 
project dependent”.  This adds a level of complexity and challenge for university 
libraries because the new services will need to be tailored to suit the needs of the 
different disciplines. A science faculty librarian supporting eResearchers may 
certainly need to develop very different knowledge and skills to that of, say, an 
education faculty librarian.  
 
Another key area of support for eResearch is research data management. The data 
deluge has researchers, research administrators, research funding bodies and 
governments all calling for sound data management infrastructure and processes to be 
established. Libraries recognise that their skills in organising information provide a 
strong foundation for some of the expertise required to undertake an active role data 
management, and many are starting to develop research data management services, 
usually in collaboration with service areas from other areas of their universities, 
which inevitably presents further opportunities for service convergence.  
 
Beyond this, repository management is an example of a relatively new business that 
has become a core service for university libraries. It is not that long ago that librarians 
were writing about the new role for libraries in repository management21 12 and new 
roles as metadata librarians22. The need for repository skills has increased with the 
research assessment exercises initiated by the former and current Australian Federal 
Governments. Research data storage is a natural extension of the institutional 
repository.  
 
Institutional repositories which university libraries utilise to expose the research 
outputs of their universities to the world have also impacted on the open access 
agenda.  Open access presents a more fundamental change for libraries. An open 
access model essentially provides access to scholarly information without any 
subscription or author fees.  If the open access model develops to an extent where the 
subscription model loses market dominance, it will result in significant readjustments 
for libraries. In a scenario such as this, the library focus may well be the provision of 
open access through repositories, with a move away from processing and managing 
subscriptions. In the short term, a major shift away from subscriptions is not likely, 
but the growing movement towards open access continues to present libraries with the 
need to have staff who at least understand the issues, engage in the debate, and can 
advise their clients. 
 
At QUT, the changes to core business, exemplified through ‘old business’, ‘our 
business’ and ‘no-one’s business’, have driven the need to engage in strategic 
workforce planning initiatives.    
 
Workforce Planning at QUT Library 
 
There are many different approaches to and tools to support workforce planning.  
Many tools consider workforce capability analysis, the supply and demand of human 
resources and process mapping.  A strong quantitative focus often means, however, 
that little, if any, attention is paid to the immediate context or culture of the 
organisation itself.  An initial step at QUT was to consider the linkages between the 
Library’s strategic plan and its workforce planning process. 
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The model 
In response to many environmental drivers resulting in new service initiatives and 
changes to existing services, QUT Library commenced a workforce planning project 
in 2007.  At the time, the Library was working on the development of a new 
eResearch Support Service, a new Academic Skills Support Service, as well as taking 
over responsibility for leading the University’s enquiry management system, 
AskQUT.  This was set against a background of changes in existing service delivery, 
such as a sustained drop in lending, shelving and document delivery, with clear 
growth in repository management services, digitisation projects and resource 
discovery initiatives.  
 
It was evident that QUT Library needed a plan that would enable management to 
build a workforce with the necessary skill sets that could meet the current and future 
needs of the organisation. Following a scan of workforce planning tools which 
revealed a narrow focus on metrics-based approaches that concentrated on numbers 
and levels of staff required without due consideration of the culture or context of the 
organisation, the sector, or the profession, QUT Library adopted a different 
workforce planning strategy. The first step was to establish a Workforce Planning 
Working Party to develop a model in-house in consultation with the QUT Human 
Resources Department. 
 
 
QUT Library Workforce Planning Model 
Understanding 
Current 
Workforce
Capacity
Capability
Culture
Understanding 
Future 
Requirements
Forecasting
Understanding 
Roadblocks & 
Opportunities
What will 
hold us back 
or move us 
forward
Understanding 
Bridges
Workforce 
Strategies
Workforce Analysis and Planning Workforce 
Strategy
Workforce Management
 
Adapted from Michael Hounslow & Meagen Roberts, QUT Human Resources.  
Presentation to QUT Workforce Planning Steering Committee 200923 
 
 
The QUT Library Workforce Planning Model comprises of four stages: 
 
Stage one - Understanding the current workforce: Capacity/Capability/Culture 
Stage one was concerned with identifying the capacity and capabilities of the current 
workforce. In addition to gathering the data about the numbers, levels and status of 
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the existing workforce, the potential for change needed to be considered. Some of the 
questions asked included:  
 
• What are the human resource management policies that will help or hinder 
changes in the Library’s staff profile?  
• What is the potential for retraining?  
• Do opportunities exist for redeployment?  
 
Stage two - Understanding future requirements 
Effective workforce planning needs to be based on comprehensive environmental 
scanning. The aim of this stage was to explore trends impacting on, and being taken 
up by libraries, as well as understanding the changes occurring in the context in 
which the library was operating. For a university library such as QUT Library, the 
context included the higher education sector, as well as the university as the parent 
body. For public libraries, trends in local government would be important.  
 
The QUT Library environmental scan was carried out over a 12 month period and 
involved all Library staff in management and specialist positions. Each member of 
the Library’s senior team took responsibility for leading the environmental scanning 
in a designated area. The areas chosen were: 
 
• Higher education sector/Government policy 
• Teaching and learning 
• Client service 
• Research 
• Information resources and scholarly information 
 
The scanning activities involved reading the relevant literature and documents 
available, inviting specialist speakers to address Library staff and reporting back on 
the significant findings. The process culminated in a document Future Directions for 
QUT Library Services 2007-201024.  This document presented a summary of the 
current and future trends and the Library’s intended response to these trends.  
 
Stage three - Understanding roadblocks and opportunities  
In stage three the findings of the environmental scan were developed in more detail. 
For QUT Library, the roadblocks and opportunities were expressed as service trends 
and external influences for each service at the departmental level.  For example, the 
environmental scan, Stage two, revealed several trends that were, or had the potential 
to impact on the Library’s Faculty Liaison Service. One example was a university 
strategy to significantly increase QUT’s research profile with large increases planned 
in the number of researchers and research level students, and the need for eResearch 
support services, as well as a need for improved and expanded academic skills 
support for QUT undergraduate students.  These trends were developed in more 
detail in Stage three into the following workforce planning strategies for the Faculty 
Liaison Service: 
 
• The development of a model to allow liaison librarians to specialise in 
research support or academic skills support in addition to core duties  
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• A review of the linked classification scheme that allowed for the progression 
of liaison librarians from Higher Education Worker (HEW) level six to level 
seven in recognition of specialisation 
• Recognition of the need for a staff development program for liaison librarians 
to ensure they developed the required skills and knowledge to offer new 
research and academic skills support services.  
 
Stage four - Building bridges 
Finally, an implementation plan, or working document, was needed to make it all 
happen. To continue the above example, one of the actions in the Implementation 
Plan for the Faculty Liaison Service included an increase in the HEW5 Reference 
librarian support hours available to liaison librarians as a means of supporting their 
move to more specialisation.   
 
Outcomes from the workforce planning process 
 
The workforce planning model produced four levels of documentation:  
 
• The Vision, Future Directions for QUT Library Services 2007-2010 
• The QUT Library Workforce Plan 2007-2011 
• The Workforce Implementation Plan 
• New and revised position descriptions and associated lists of 
competencies.  
 
The Vision captured the findings of the environmental scan, the major trends and 
likely impacts on the Library and stated the Library’s intentions about the current and 
future provision of services and collections in the given context.  The Workforce Plan 
was a top level document identifying trends, the impact on existing staffing profiles 
and the desired staff profiles organised at departmental level. The Implementation 
Plan was a working tool providing details of the changes needed to build the revised 
staffing profile. New position descriptions and lists of competencies for job families 
were required to complete the implementation.  
 
A recent review of the Vision, now three years old, has shown that our environmental 
scanning was accurate. There is very little in the Vision that is no longer relevant or 
incorrect. The top level Workforce Plan, now eighteen months old, has shown that 
some small revisions might be required, but the overarching strategies and priorities 
remain largely unchanged.  To date, several of the actions on the Implementation Plan 
have already been realised. 
 
There is evidence of a whole-of-library commitment from all management levels to 
building the Library’s workforce. There have been several examples of Library 
staffing resources being redirected from one department experiencing reduced service 
demand, such as Lending Services, to fund new priority positions in other 
departments. This has meant that the Library has been able to effectively progress 
new strategic directions.  
 
It is acknowledged that human resource management requires sensitive and expert 
handling. Consequently, a comprehensive Workforce Planning Change Management 
Plan which included a Communication Plan accompanied the QUT Library 
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Workforce Plan.  There were regular and varied forms of communication and 
consultation with Library staff throughout the process.  
 
Ownership from staff was integral to successful implementation. Staff involvement in 
the environmental scanning, staff representation on the Workforce Planning Working 
Party and consultation at the departmental level were all strategies employed to build 
staff engagement in the process.  
 
Evidence of the success of the staff engagement strategies was found in the Library 
results of the 2008 QUT Staff Opinion Survey. Two questions focused on specific 
workforce issues: 
 
• My department is making appropriate decisions and changes to ensure we 
have: the right organisational structure   
• My department is making appropriate decisions and changes to ensure we 
have: the right people in the right positions.  
 
Interestingly, the survey findings showed very little change from 2005 survey 
responses which had been obtained before the workforce planning project had 
commenced.  More that 50% of staff gave positive responses to the first question, 
with a 10% negative response and the remainder recorded neutral responses. The 
second question recorded approximately the same number of positive responses, 
approximately 20% negative scores with the remainder neutral. While there was no 
significant increase in positive scores in 2008, the results did indicate that there was 
also no significant increase in staff dissatisfaction which all too often can follow 
significant workforce change initiatives.  
 
Conclusion 
 
As the concept of workforce planning may be challenging to many LIS professionals, 
it is important for libraries to be clear about they mean by workforce planning.  
Library staff and administrators need to understand that effective workforce planning 
extends beyond metrics alone, to ensure that ‘the right number of people, with the 
right skills, experiences and competencies, in the right jobs, at the right time’.  The 
workforce planning process should therefore encompass the detailed planning 
required to make certain that libraries, in a context of continuous change, do have the 
skills needed now and into the future. Strategic thinking, environmental scanning, and 
planning are critical for developing an effective workforce plan.   This paper has 
examined the business case for workforce planning at QUT Library, presenting the 
drivers for change, the process undertaken and the outcomes achieved.   
 
While it has been found that the process has had successful and productive outcomes, 
workforce planning is an ongoing process.  To remain effective, the workforce plan 
needs to be reviewed annually in the context of the Library’s overall planning 
program. This is imperative if the plan is to remain current and to be regarded as a 
living document that will continue to guide Library practice at QUT.   
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